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Who is
Raftelis/TNCG?

One of the most experienced 

local government financial and 

management consulting 

practices in the nation.

With more than…

120
consultants across the U.S.
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1,200+
public agencies and utilities

25%
of the U.S. population

38/50
of the nation’s 50 largest cities

300+
municipal and county governments

Raftelis has 
provided financial/ 
organizational 
assistance for

that serve more 
than

including the 
agencies serving

and including
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Project Overview



Project Goals

Understand Context – Through employee survey and 
confidential interviews with City staff

Assess Operations – Identify areas of improvement through 
structure, process, communication, and accountability changes

Benchmarking and Best Practice Comparison – Evaluate City 
against peer organizations and industry best practices
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Work 
Completed 
to Date

• Completed 15 in person interviews with 36 Public 
Works staff

• Toured Public Works facilities

• Administered employee survey with 63 responses 
(68% response rate)

• Reviewed and analyzed City data and best practice 
research

• Completed peer benchmark research

• Completed analysis of employee survey

• Finalized operational analysis and recommendations

• Developed project report
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Survey Overview



Respondents by Division and Position Type
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30
48%

10
16%

4
6%

4
6%

3
5%

12
19%

Survey Respondents by Position Type

Non-Supervisory/Labor Foreman/Supervisor

Management Superintendent

Administrative Support No Response



Overall Agreement by Survey Category
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Employee Engagement:
Level of Agreement with Statements
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Statement
Strongly 

Agree
Agree Disagree

Strongly 

Disagree

Overall 

Agreement

I enjoy working for DPW. 46% 46% 3% 5% 92%

I am determined to meet my goals at work. 75% 25% 0% 0% 100%

I give my best effort at work each day. 76% 24% 0% 0% 100%

I am satisfied with my overall job security. 38% 41% 16% 5% 79%

I feel respected in the workplace by DPW leadership. 51% 33% 8% 8% 84%

I feel respected in the workplace by my direct supervisor. 56% 29% 8% 8% 84%

I feel respected in the workplace by my co-workers. 51% 33% 13% 3% 84%

I would recommend working for DPW to a friend. 29% 51% 13% 8% 79%



Work Environment:
Level of Agreement with Statements
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Statement
Strongly 

Agree
Agree Disagree

Strongly 

Disagree

Overall 

Agreement

My job gives me the opportunity to use my own judgment. 32% 54% 8% 6% 86%

The DPW Director/supervisors in my Division encourage 

employees to actively improve work processes.
35% 40% 16% 10% 75%

My direct supervisor encourages employees to actively improve 

work processes.
39% 39% 8% 15% 77%

My co-workers are willing to take on new tasks as needed. 25% 59% 13% 3% 84%

My co-workers cooperate and work as a team. 32% 48% 19% 2% 79%

I have a clear understanding of my job responsibilities. 51% 33% 10% 6% 84%

I have the necessary tools and equipment to do my job 

efficiently and effectively.
32% 43% 11% 14% 75%

My Division adjusts and adapts to changing demands. 37% 41% 14% 8% 78%



Management and Accountability:
Level of Agreement with Statements
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Statement
Strongly 

Agree
Agree Disagree

Strongly 

Disagree

Overall 

Agreement

My direct supervisor establishes a work environment that allows for 

independent thinking.
31% 47% 11% 11% 77%

My direct supervisor encourages employees in doing their jobs. 39% 40% 11% 10% 79%

I have a good working relationship with my direct supervisor. 44% 42% 5% 10% 85%

The DPW Director recognizes major accomplishments or 

milestones with employees.
39% 32% 18% 11% 71%

My direct supervisor encourages open, honest, and useful 

communication.
39% 37% 11% 13% 76%

My direct supervisor deals effectively with employees who have 

poor job performance.
18% 29% 21% 32% 47%

My direct supervisor handles issues fairly and consistently. 27% 32% 21% 19% 60%

My direct supervisor understands the work that I do. 50% 35% 5% 10% 85%



Professional Development:
Level of Agreement with Statements
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Statement
Strongly 

Agree
Agree Disagree

Strongly 

Disagree

Overall 

Agreement

I am satisfied with my opportunities for professional growth and

advancement.
16% 46% 28% 10% 62%

I am satisfied that I have the opportunities to apply my talents and

expertise.
36% 43% 15% 7% 79%

I receive the training necessary to do my job. 34% 44% 8% 13% 79%

My direct supervisor supports my efforts toward professional

development.
41% 38% 10% 11% 79%

My direct supervisor has talked to me about my progress within the

last year.
25% 38% 23% 15% 62%

I see myself staying with DPW as part of a long-term career. 45% 35% 13% 7% 80%



Communication:
Level of Agreement with Statements
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Statement
Strongly 

Agree
Agree Disagree

Strongly 

Disagree

Overall 

Agreement

The DPW Director describes the reasons behind policy decisions. 33% 35% 25% 7% 68%

I trust the information that the DPW Director provides employees. 42% 35% 18% 5% 77%

Communication from the DPW Director and my direct supervisor is 

transparent and easily understood.
32% 30% 30% 8% 62%

Problems or issues among my co-workers are discussed without 

blaming others.
13% 42% 28% 17% 55%

I feel comfortable asking questions and seeking clarification from 

my supervisor.
43% 38% 8% 10% 82%

I feel comfortable expressing my own opinions/beliefs tactfully. 35% 43% 15% 7% 78%

I believe that communication throughout DPW is effective. 12% 37% 30% 22% 48%

The benefit of my work is communicated throughout DPW. 15% 45% 22% 18% 60%

The value of my work is communicated to my supervisor. 26% 48% 12% 14% 74%
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Communication 
Preferences
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Strategic Direction:
Level of Agreement with Statements
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Statement
Strongly 

Agree
Agree Disagree

Strongly 

Disagree

Overall 

Agreement

I have a clear understanding of DPW’s organizational goals and

objectives.
24% 39% 24% 14% 63%

I believe DPW is moving in the right direction. 15% 41% 29% 15% 56%

The DPW Director’s leadership demonstrates a commitment to

achieving the organization’s mission and values.
42% 36% 19% 3% 78%

My direct supervisor demonstrates a commitment to achieving the

organization’s goals.
31% 46% 14% 10% 76%

I support DPW’s mission and values. 40% 45% 12% 3% 84%

I understand my role in the Department. 51% 41% 3% 5% 92%

I understand how my job supports the mission and priorities of

DPW and the City.
53% 40% 2% 5% 93%

I understand how my Division supports the mission and priorities of

DPW and the City.
52% 42% 2% 5% 93%

I receive information/communications related to achieving the

objectives of the Department and City.
25% 45% 18% 12% 70%



Diversity:
Level of Agreement with Statements
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Statement
Strongly 

Agree
Agree Disagree

Strongly 

Disagree

Overall 

Agreement

DPW recognizes the importance of diversity and inclusion of 

minority groups.
33% 52% 8% 7% 85%

The DPW Director and my direct supervisor value diversity, 

inclusion, and diverse cultures.
41% 42% 8% 8% 83%

My co-workers value diversity, inclusion, and diverse cultures. 32% 55% 7% 7% 87%

I believe services are provided fairly across DPW’s service area. 27% 42% 22% 8% 69%

I have received training that has helped me understand how race 

and/or ethnicity affect my work.
31% 44% 17% 8% 75%

I have received training that has helped me understand how class 

and cultural identity affect my work.
31% 37% 27% 5% 68%

DPW actively works to address cultural differences through its 

policies and practices.
24% 43% 26% 7% 67%



Performance and Data: 
Level of Agreement with Statements
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Statement
Strongly 

Agree
Agree Disagree

Strongly 

Disagree

Overall 

Agreement

The tools and equipment available to me allow me to be 

productive.
29% 46% 14% 12% 75%

I have access to the information I need to do my job. 27% 62% 7% 5% 88%

I am aware of how my Division uses performance data to make 

decisions, such as through the SeeClickFix program.
27% 44% 12% 17% 71%

If a program or initiative is not meeting its objectives, employees 

are encouraged to suggest changes.
17% 40% 25% 18% 57%

DPW strives to make information available to residents whenever 

possible.
31% 54% 12% 3% 85%

My Division is willing to take risks to be innovative. 17% 43% 30% 10% 60%
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Benchmarking 
Overview



Benchmarking Organizations

Organization Population
FY2022 Public 

Works Budget

Public Works 

FTEs

Town of Billerica, MA 42,119 $9,246,178 86.0

Town of Arlington, MA 46,308 $11,497,265 78.4

City of Methuen, MA 53,059 $10,782,734 110.5

City of Peabody, MA 54,481 $11,977,333 N/A

City of Waltham, MA 65,218 $14,702,051 101.0

City of Haverhill, MA 67,787 $10,229,455 36.71



Staffing by Function
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Miles of Water and Sewer Main per FTE
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Fleet Assets Maintained per FTE
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Lane Miles of Street Maintained per FTE
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Key Findings and

Recommendations



Focus 
Areas Performance Management and Work Planning

Personnel Management and Accountability

Safety, Training, and Standardization

Purchasing

Facilities and Equipment

Program Area Improvements
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Performance 
Management and 

Work Planning



Asset Management

• Implement an asset management framework 
to guide work planning and budgeting 
decisions

› Should be cornerstone of public works operation 
and a "way of doing business"

› Develop asset inventories and condition 
assessments for Public Works infrastructure

› Can help maximize the useful life of the City's 
assets and more effectively use resources

• Implement an annual work planning process

› Not currently a consistent work planning process 
in Public Works, which makes it difficult to 
evaluate performance and align resources

› Inventory assets, tasks, and estimate labor hours

› Work planning can allow City to more effectively 
use resources
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Work Planning and 
Performance Measurement

• Implement a Computerized Maintenance Management 
System (CMMS) and ensure GIS system is up to date

› Creating a central system to document assets and track work orders can 
improve the effectiveness of staff and better track performance

› GIS system does not have latest information, which results in staff using 
paper maps or coordinating with other staff over the phone to get accurate 
information in the field

• Begin a data collection and performance management 
system 

› Establish a family of performance measures for each 
program area in Public Works

› Begin collecting data in a centralized place

› Track data over time and develop reporting process to share 
with policy makers and the public
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Structure and Staffing

• Create two Deputy Director positions responsible for Operations and Utilities

› Current Department structure has limited executive capacity and Director is often 
dealing with personnel and day-to-day operations issues. Leaves little room for strategic 
initiatives

› Creating Deputy Director positions will create capacity for the Public Works Director and 
create support for implementing new work planning and performance management 
practices

• Redefine the role and function of the Engineering Administrator position
› Position should focus on asset management and how that can inform the Department's 

annual work planning work planning

› Will require addition of Assistant City Engineer position to support current workload and 
create new capacity

• Assess staffing needs following implementation of work plans and service 
standards

› Once work planning and service level standards are implemented City can better 
estimate resource needs
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Personnel 
Management



Personnel Management

• Develop clear and consistent standards of 

accountability and discipline

› Establish consistent methods for holding employees 

accountable for job performance and compliance with 

personnel policies

• Implement an annual performance review process

› Begin a process to have supervisors review employee 

performance against job expectations, work plans, and 

performance standards

• Implement a management and supervisory 

training program

› Ensure supervisory staff have the tools and resources 

they need to be effective
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Safety Training, and 
Standardization



Safety

• Develop a comprehensive safety program

› Ensure safety standards are consistent across the 

Department and enforced appropriately

• Standardize employee uniforms and professional 

dress

› Ensure all employees have access to uniforms and PPE 

to do their job effectively
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Purchasing



Purchasing

• Convert Head Clerk position to a Purchasing Officer position dedicated to
DPW

› Public Works purchases a wide variety and high volume of goods and materials

› Creating more capacity will ensure operations are not impacted by the purchasing
process

› Backfill Head Clerk position; role is necessary to manage customer calls, invoice
payments, and engineering permit processing

• Develop financial procedures training program for Public Works Foreman
and Superintendents

› Ensure supervisory staff have the appropriate training to comply with State law

• Incorporate purchasing requirements and timelines into work planning
processes

› Following purchasing procedures takes time and those timelines need to be
considered to limit impact to Public Works operations
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Fleet & Facilities



Fleet

• Develop and fund a vehicle replacement plan

› Current practice leads to inconsistent 
replacement of vehicles and equipment, which 
can lead to high spending on repairs and 
maintenance

› Funding a vehicle replacement plan can 
improve the performance of the City's fleet and 
more effectively use resources

• Incorporate operator feedback into vehicle and 
equipment purchasing decisions

› Staff from Departments using vehicles and 
equipment should provide feedback into the 
types of assets purchased by the City
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Public Works Facility

• Develop and fund a facilities investment plan for the Public Works

Department

› Public Works facilities are in need of major renovation and investment

› There is not currently a plan in place to address the Department's facilities needs or

a clear understanding of the cost for needed investments

› The City should engage with a consultant to develop a facilities condition

assessment and develop a plan to fund the necessary improvements
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Highway 
Maintenance & 

Transfer Station



Highway Maintenance & Transfer Station

• Review snow plan for safety

› Ensure the City's winter weather response 
incorporates employee safety

› Revise routes and staffing approach to 
prioritize safety

• Establish revenue recovery goals for the 
transfer station

› Transfer station does not have a cost 
recovery target for services

› Establishing revenue recovery goals can 
clarify the service standards and more 
effectively capture the cost of providing the 
service to the community
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Environmental 
Management



Environmental Management

• Create park and athletic field service level and maintenance standards

› There are not clear service level expectations for all areas of park maintenance, which 
makes it difficult to identify staffing needs

• Create administrative support for cemetery operations

› Cemetery operations require a high level of customer service, which currently falls on 
maintenance staff. Adding administrative support can improve customer service and 
more effectively use operations personnel

• Create a 5–10-year proactive tree management plan to reduce reactive work

› Trees workgroup is highly reactive, mostly responding to SeeClickFix or customer calls

› Creating proactive maintenance plans can improve condition of tree canopy and reduce 
the need for reactive work over time

› Cross train parks staff to provide enhanced capacity for off season tree work

• Monitor staffing and the impact of the Parks and Recreation Division on 
Environmental Management
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Water and Sewer 
Utilities



Water and Sewer

• Restructure the Water Distribution and Sewer 

Maintenance Divisions

› Align water and sewer maintenance under one 

Superintendent and separate customer billing

› Reclassify Water Distribution Superintendent to 

Environmental Management Superintendent

• Create additional capacity for customer billing

› Billing process currently handled by 1 FTE with no backup 

or support

› 1 Clerk should be relocated to report to Water Registrar
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Current 
Water & 
Sewer 
Structure
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Sewer System 
Superintendent

1.0 FTE

Foreman
 1.0 FTE

Sewer System 
Craftsman
2.0 FTE

Motor Equipment 
Operator
2.0 FTE

Water Distribution 
Superintendent

1.0 FTE

Foreman
2.0 FTE

Head Treatment 
Plant Operator

1.0 FTE

Water Treatment 
Plant 

Superintendent
1.0 FTE

Chemist
1.0 FTE

Lab Technician
0.5 FTE

Laborer
2.0 FTE

Water System 
Craftsman
4.0 FTE

Motor Equipment 
Operator
4.0 FTE

Operations & 
Maintenance 
Technician

1.0 FTE

Clerk
3.0 FTE

Time & 
Construction Clerk

1.0 FTE

Treatment Plant 
Operator
4.0 FTE

Water Machinery 
Technician

5.0 FTE

Water Meter 
Installer & Reader

1.0 FTE

Water Registrar
1.0 FTE

Foreman
2.0 FTE

Public Works 
Director
1.0 FTE

Water SystemsSewer System



Recommended 
Water & Sewer 
Structure
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Water and Sewer 
Maintenance 

Superintendent
1.0 FTE

Sewer Foreman
 1.0 FTE

Sewer System 
Craftsman
2.0 FTE

Motor Equipment 
Operator
2.0 FTE

Water Foreman
2.0 FTE

Head Treatment 
Plant Operator

1.0 FTE

Water Treatment 
Plant 

Superintendent
1.0 FTE

Chemist
1.0 FTE

Lab Technician
0.5 FTE

Laborer
2.0 FTE

Water System 
Craftsman
4.0 FTE

Motor Equipment 
Operator
4.0 FTE

Operations & 
Maintenance 
Technician

1.0 FTE

Clerk
2.0 FTE

Time & 
Construction Clerk

1.0 FTE

Treatment Plant 
Operator
4.0 FTE

Water Machinery 
Technician

5.0 FTE

Water Meter 
Installer & Reader

1.0 FTE

Water Registrar
1.0 FTE

Foreman
2.0 FTE

Public Works 
Director
1.0 FTE

Water Treatment PlantWater and Sewer System Maintenance

Deputy Director 
Utilities
1.0 FTE

Clerk
1.0 FTE

Customer Billing Transfer Station

Landfill Caretaker
1.0 FTE

Foreman
1.0 FTE

Motor Equipment 
Operator
1.0 FTE
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Summary of Impact



Current Public Works Organizational 
Structure
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Environmental 
Management

18.0 FTE

Highway 
Maintenance

26.0 FTE

Building 
Maintenance 

9.0 FTE

Engineering
4.0 FTE

Equipment 
Maintenance 

5.0 FTE

Sewer System 
Maintenance

6.0 FTE

Water Distribution 
Maintenance

18.0 FTE

Water Treatment 
Plant

16.5 FTE

Public Works 
Director
1.0 FTE

Confidential 
Secretary
1.0 FTE

Head Clerk
3.0 FTE

Parks and 
Recreation

3.0 FTE
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Recommended Organizational Structure

Environmental 

Management

19.0 FTE

Building 

Maintenance

9.0 FTE

Highway 

Maintenance

23.0 FTE

Engineering

4.0 FTE

Equipment 

Maintenance 

5.0 FTE

Public Works 

Director

1.0 FTE

Confidential 

Secretary

1.0 FTE

Head Clerk

3.0 FTE

Deputy Director 

Operations

1.0 FTE

Deputy Director 

Utilities

1.0 FTE

Water Treatment 

Plant

16.5 FTE

Transfer Station

3.0 FTE

Sewer System 

Maintenance

6.0 FTE

Water Distribution 

Maintenance

18.0 FTE

Parks and 

Recreation

3.0 FTE



Summary of Financial Impact
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Recommendation # Recommendation FTE Impact Cost Impact

5

Implement a Computerized Maintenance Management 

System (CMMS) to track work orders and labor hours 

by task

- $50,000 purchase and $12,000 per year licensing

10
Create two Deputy Director positions responsible for 

Operations and Utilities functions
2.0 $261,000 per year in new expenses

15
Implement a management and supervisory training 

program
- $15,000 in training expenses

16 Develop a comprehensive safety program - TBD

17
Standardize employee uniforms and professional 

dress
- TBD

18
Convert Head Clerk position to a Public Works 

Purchasing Director
1.0 $100,000 in new salary and benefit expense

21 Develop and fund a vehicle replacement plan. -
TBD – dependent on funding alternative and 

implementation timeframe

23
Develop and fund a facilities investment plan for the 

Department of Public Works
-

TBD – dependent on facilities needs assessment 

and land acquisition costs

25
Establish revenue recovery goals for the Transfer 

Station
- TBD – dependent on revenue recovery policy

37 Implement a SCADA system for sewer lift stations - TBD – dependent on selected solution

38

Conduct a rate study to ensure sufficient funding for 

capital investment and enhanced preventative 

maintenance

- $75,000 cost of service study
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Contact: 

Jonathan Ingram, Senior Manager

513 430 2887 / jingram@raftelis.com

Thank you!

mailto:jingram@raftelis.com

